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Second, it is likely that two years is too little time to give in 

expecting such a complicated organizational result to occur. Thousands 

of individuals have to be encouraged to relinquish behavior, attitudes 

and images of themselves that have become comfortable and tightly integrated 

into their daily life. Many details of procedures and information systems 

must be worked out. Tens of key supervisors must be evaluated to gauge 

their motivation, capability and breadth. From one's own life it is clear 

that the pace of Individual learning is slow. By implication, the pace of 

organizational learning in a world of conflicting objectives, ambiguous 

language, and personal idiosyncrasy is glacial. 

Third, we probably expect too much of public managers. It is possible 

that no organization could do all the things that were expected of DEA. 

Consequently, what appears to be a failure may not in fact __ failure. _/ 

It is a failure only in the light of unreasonable expectations. Note that 

there are significant costs of having unreasonable expectations. One cost 

is that managers feel vulnerable all the time. They dare not try anything 

for fear that disaffected employees will be able to embarrass them. They 

dare not evaluate their performance candidly for fear that a good 

will appear hopelessly inadequate in the face of unreasonable expectations. 

A second cost is that managers will spend a great deal of their time 

presenting and protecting the image of extraordinary success. They will 

worry about managing relations with newspapers and congress the public 

interest would be better served by worrying about the design of a new 

personnel procedure . Extravagent promises and glorified reports of success 

fuel both continued high expectations and increased cynicism. In short, 

by expecting too much of public managers, we may decrease their sense of 

responsibility and divert their energies. 
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These observations suggest that there will continue to be serious 

problems in the implementation of government policy. We want and expect 

the government to achieve large and complicated outcomes. We wildly 

under-estimate how long it. takes for an organization to develop significant 

new capabilities. The mechanisms we have for evaluating an organization's 

performance (primarily the press and Congress) de~and hi gh levels of 

performance, and thrive on the indignation "justified" by inadequate 

performance. To avoid failure, our public managers move in and out of 

jobs quickly, carefully manage press and congressional relations, and 

ignore the meticulous, long run nurturing of an organization. Given 

this situation, it should not be surprising that the government is long 

on promises and short on performance: one could hardly design a system 

more nearly perfect for encouraging this result. _/ 




